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ABSTRACT. 

Th6 s|>eaker presents the steps to be folloved is 
creating a systematized and u^to-date district aanual of board 
.^policies and adainistrative rules. The process was developed by the 
Hational School Boards Association's Educational Pblicies Service. 
Included are the eight perforaance objectives identified as stepping 
stones to the lanual, the five decisions a ^hool boatd lust aake Jko 
get a policy laaual project off the ground , and the ten specific 
tasks administrators iust accomplish in order to place an up-to-date 
policy manual back in the board's hands in three to nine months. 
(Author/IBT) v 
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♦ materials not available from other sources. EBIC makes every effort 
to obtain the best copy avzalable. Hevertheless, items of marginal 



♦ reproducibility are often enqountered and thi&affects tke quality 

♦ of the microfiche and hardcopy reprodtjctions BfixC makes^ available- 
^ yia the EBIC Oocument B^prpductio^rlfervice <EpB$) . BDBS^ is hot ^ 

♦ re~^p^nsible for the quality of^ the original^ doeiiment. Bep^rodiic.tions 

♦ supiplied by EDBS are the best that can be made from the original. 
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ENtlON/S 

SPEAKER.. J2ic^::4:iiJ/c§Ni^ /^%'Sl'AV4^rJfJ?SS"" 

HOW TO DEVELOP WRITTEi; SCHOOL BO.'.RD POLICIES , rf-^^r^WJf'^.T.EEK .e..o 
HSBA's 36th Annual Convent i-.n ^',f^Vro.^;"*V.5Si;."1!r 

O ^ - r^l*f ^' ""^ • 'ATIWG »T WjWTSOF VJEWO«OHlilOM$ 

,bdn hrc^nClSCO, l/uflT*^ stated do wot NECESSAHilY beme 

EDUCATION POSntON OR POLICY * 

I always appreciate such a ^onerous introduction because of the variety of 
\«ys I've been introduced. Not long ago, a school superintendent Introduced me 
to his board by saying, "And now v/eMl/hear the latest dope frai? NSBA." 

I'm going to begin with three assumptions: First, you now know what we 
mean by school board "policies." Second, you are totally convinced that your 
board •s policies should be written down in a comprehensi ve> up-to-date policy 
mantwlc And third, they aren't.' ^ * • 

My goal is to tell you exactly what steps to follow to. create a systciiiatizcd 
and. up-to-date district manual of board policies and administrative rules. The 
'prx)cess TU doscriue can be used in any district, whatever shape your policies 
are in. It works ecjuaUy w'ell for districts with no pol icy. manual s at all; fof 
those whose n^anuals-are slightly or hopelessly out of date; \i for d'lslricts 
whicji. have manuals, bat they contain such vast voids where vital policies should 
be thai they fail to guide administrator5-^fehm*§h--eruct^1--t 

Now you might- expec/t this to , be idle advice, coming from sofr.eone who is 
neither a school administrator nor a board member. And advice is t thankless 
t)usiness, as a friend of mine - a teacher - recently reminded me. We were 
spending the evening looking over papers her fifth grade students had turned in 
after a great books unit, Aiid TIV never forget the unconsciously profound 
$umn?nion of one young girl: "Socrates,'' fehe wrote, "was a Greek philosc^er 
who v/ent* about giving people good advice. The^ poisoned him.T * 

Actually, the process Tm going to describe v/as developed by the National 
Schopl Boards Association's Educational Policies Serv.ice - EPS - six years 
age. It h?s withstood the test .of time. ' It ha^ proven adaptaby to the nearly ^ . 
25 percenter the ndtion's 16,000 school districts that have subscribed to , ' • 
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it over the yeors. Please keep that perceotage in mind as I continue. When what' 
1 descYibe sounds next to fnipossible to squeeze into your budget or your 
schedule, remember that th? impossible >s-only something that looks like what._ 
nobpdj^can do until somebody does it. ^ ^tl ^ 

And policy nanual projects, as v;e call the process, have been undertaken ^ 
by many board before yours. . ' 

Row do you^go abou.t a policy manual project? I prefer to think of the 
job as a series j^f decisions decisions which are preceded and followed up 
by son]3 good f)ard work. It's a team effort. ' Both the board and the admini stratipn 
•play key roles. For those of you who are board members, you'll te glad to Know 
that you're going to be responsible for the decision-end of things. The' hard 
v/ork, administrators, belongs to your staffs. . . 

¥ 

It is administrators who are responsible for accomplishing the eight perforpiance 
•obiectives we've- identified as''stepping stones to the board's policy manual. goal. 
They are: . . • 

1. To identify and cede all existing explicit and in nl ied policies of the ' ^ 
board . You'll need to concentrate on this objective -if _you board s 
policies -- besides being filed in' a manual -- also can be found scattered 

.around in student and faculty handbooks, negotiated agreements, board ^ 
ipinutes,. and so on. , , '. ' 

2. If the same is true for administrative rules, objective two should have 
priority. It is: Tjo idegtii^and code all existing administrative rules . ^ 
requlatfons, and other -proceduraVSnstruments designed fo implement boar:d 
policy . ' , 

3. To separate* b o ard policies from administrative rules . You should plan to 
' - meet that objectives if staii^ents ndopli^by the board or issued by the 

-administration overlap,' if they "Obscure the role of the board as poliey- 
maker an J the_admfnislrajtion as poljcy implementer. 
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« ' ' ■ , ■• • 

4 . To identif y and reco ncile all c)Overn.ftn stat ei'.iont s \/h1ch cflntradict each ot her. 

5 . T o identify and elin innte all oovorninq^stato ments of the board and a dmfnistra- 
ti on v/hidi a re obso lete, trivia] in na ture, or inadeouate as pol icy guides;. > . 

To i'donti f y and eli minate all governing •statcmonts_which are corrtrary to 

- . — 

' ^ jl^ligjA^lLv JlgjlLiL^Jj attorney general or 

st-ate edu'c at ion co^^'^n s si one r riiling s. 
7.^ To identify vital a reas of concern which currently are not co'/^red by 

written p olicy and/ or ri/les . 
- lQ^jjB^_^^\ ^gcor:?end ations for board action regardij^^g needed ne^v policies 

and /or p oTi c y revisions . 

. Those are tl>e objectives. You may need to .iiject, one or all of thqm to put 
your policy manual in tip-top shape. ' 

What's. your first step as a board? I am going to spend the remainder of 
my time niak'ing two more li-sts. The first covers the five major decisions a 
school board must mak6 to .-get a policy Pianual project off the ground. The second 
lists the ten specific tasks. admini strators mult iiccomplish in order to place 
an up-to-date policy manual back in the board's^lnds three to' nine months, 
later. That's about how long it takes, depending on what shape your policies 
are in now. . ' \ ^ 

" First, the board. [ /. ' • -* ■ ■ 

The first decision the board must ccaic to is recognizing the need for 
a policy manual project. I 'don't need to expand on that point. You are here. 
You came in with at T&^st some. inkling that your board's policies could staod a 
little woif-k, • \. • -. 

• But how do you go about itZ.. Tt^^^brings us to yout; second decision: Should 
you hire somcorie from outside to do the job, or assign the task to tfie . 
administration? Once again, you signed up foi^this clinic. I'm assuming you want 
-iiKW.-llwn a lif,t-of iTptJtabl^i:mTstrmTiTr firnrs, altTibugFnpy do an'c'xcelTcnt job. 



They know thoir business. And if.you don^t have a spare-.adntinistrator who 

clearly understands the board-adiiiinistrative function a sihool district; ^ 

^ 1 
loves the logic of a coding system; writes well, and knows tl^ district inside 

out— if you don't have an administrator who can devote threelto nine i^ionths . ^ 
to the project, consultants are great. Of course you pay forltheir expertise. . 

You 'know, I come from a medical faiply. And. physicians, to a man 
(or to a woman^, if you prefer) are a proud lot. For good reasdn. They've been 
trained to see and do things the rest of us know nothiner-aiiQijU and we're 
willing to pay for their expertise. The value of expeHs is well illustrated - 
by a story my father .tells aboatJfa fellow who wa's not a liocLor, but who never- ' ; 
theless had been doc:to^ing him?&lf out of a medical book for manV years. He 
finally succumbed . fThe cause of death?. A typographtcal error, 1 . 
■ That's really true. . 1 . 

But there are j'obs-'that-do-it-yourselfcrs car. tackle withoutuear of 
fatal retribution. And a policy manyal is one of then. - .r m assuniing you're - 
-^re for pointers on how to do the job yourself. You've alreal} mike decision 
numbe^two. Now as a whole your board should take some action. Ydu should 
approve the time and expense necessary for the. admini strati on to caUy out 

^ ■ r *\ . 

the project. , \ 

. Part of the second decision, then, isto estimate.your budget. Iwe recommend . 
figuring out five separate costs*:' (1) the indirect salary cost for\a -project 
director who can devote 20 percent to 50 percent of his or her ^time A) tW project . 
during its duration; (2) h full-time project assi stant for the project's deration; 
(3) office space and supplies,' such as an el-ec^ric typewrUerJ'a dozerl or so 
.reams of paper, file folders, and so on; (4) binders for aVl copies aflthe policy 
manual .so you can disseminate them widely;' and (5) phOtocopyvng and du^l icati^»; . • 
the cost of which will^vary with the number of documents ithe pKoject d-^Vector 
will searcii and the number of sheets to belncluded "in. all J.inaf copies Wf-tTie nian^^^ 



add 4 

ril love to give you evon ball park figures as ta the average total cost 
6f policy manual projects. 'But^the factors that affect cost vary so v/idely from 
district to district that a figure- would be mo^aning^ess. 

- You've_made the decision to get the job done, and youWccCOjnmited yourself 
financially to do it inhouse,. Nov^youVe ready to choose a codification system 
decis-ion 3. The tv;o most widely used are NSCA's alphabetical code and a numerical 
system^ (the lOOO, 2000 series). Some di stricH^^^devT^-e their ov/n. You should . 
evaluate as many systems as you can and select theoirS* v/hich will best mpet the - 
needs of your school district. " * 

I say "the one that fits best"^ because ^Ho system will rit perfectly. And . 
trying to plug every sentence a particular school board considers policy into a ^ 
ur>i verbal .coding system 'can be frustrating. Th6 task calls to mind the ^'\^ ^r^at 
rutei of life, the one general and' the j)ther particular. The first, as we'all 
know, is that everyone can, in the end, get what he wants, if he only tries.^ 



That's the general rule. Then there's the particular rule; Every individual 
ts, more or less^ an exception to the, rule. 

Actually I was going to do a sixty-second commercial hare because I believe 
your choice of a coding system will greatly affect your satisfaction with the 
finished manual. Considering my employer, how can I not profess a strong . 
preference for one system ov^r all others? But I'll put my personal biases 
aside. \ ^on't want to sound like^.fchat pompous Church of England cleric who ^ 

not .long ago remarked to-'a :r6ri- conformist colleague: "We are both doing God's 

^ ji * • * 

work,", he isaid; "You in your way and I in H^^" 

•* \ " *\ ' . "■ 

Decision four:\ Select a project director and an assistant. ^ In choosing 

the director, you'll\ant to look for those qualities I m^ationech earlier an 



•understanding of board/administration roles; ?.pprec|i4,|^..9f the logic of all 
the categories in the policy classification system^ you^^ill^ the ability^^ 



the district to be familiar with its past policies and practice?, its traditions, 
problenjs! and- aspirations. , ^ • 

' And the ass^istant. That person should be a capable cleYJc-typist' vjjiojcan 
do careful, reliable, work without close supervision. You'll want someone 
v^o'll have no difficul,ty be coming. thoroughly acquainted with your coding system, and 
who is resourceful Itl identifying problem, areas 'before they get fVozen into 

final form. But it's got to be someone who also won,' t "r'>ind doing all the cutting 

* r ' — • • 

and pasting of dacuments; all typing a/id duplication; proofreading; col lating^^and 

so on. I ^ . 

The board^s finsl decision is t-o hfilp the project director Identify all docun^nts 
to be searched ^or. existing policies and rules. When iiSBA's consulting staff goes 
intti a dfstrict, they rely on 18 basic, sources. Current district" .pra<:tice usually 
can be distilled from these documeats: {1} tHieLjire|pnt aboard policy manual and t'ls • 
state educa^lW code; (.2) _the pres.erft book of administrative rut-g s and pro cedures 
(3) the -last sever^il years' board minutes; (4) ^ the current compensation' guide 
and contract with both professional, and nonprofessional starffs; (5) .curr*ently 
active admihistrati ve memoranda;- {6} current annual -budget documents— particularly ■ 
is they incorporate program goals and objectives, as in a" program budget; (7) . , 

.current teachers' and students' handbooks; (8) board-approved. sWf committee 
reports; (s) board-approved citizens advisory and consul tant_reports; (10) board- 
approved cooperative agreements with other districts, federal, projects 5nd fdundaUons 
these documents will have 'guidelines' that l\ave the^'Tbrce of policy; (11) ■ 
board-approved building program and education specifications; [12). .xopfes of the 

-Sttp^inteiident's and staff contract forms; (13) purchasing guides, requisition 
forms, purch5se^orders,'arid so on; (14) emergency operating procedures;^ (15) 

• sclflSol calendar; (^) use , of School , facilities forms; -(17) •prganiza-ticn charts; 
and (.18) job. descriptfons. V'/ ' y ^ 

'> wrtfi TRoSe ?ocw)K>hTs in Tiandl "^Ioto jCcrxtlrector'? jofer reriTy b^tjiiisv 
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He or she has ten distinct, t^asks to perform or oversee. Before I Snake, out that 
■list, another word to the board members: ' " ' . 

Board men.b.ers--either as individuals or. as "policy committees"--should 
not be engaged in project activities. I'm asking yoy to 'discourage the eager 
volunteers on your board who watH to dig in and- perform ttie function of project 
-director or assistant. . Volunteers cannot be held aceountajjle for their work. 
In addition, it is very, difficult for a board member to identi fy^poiicies- "as. ' 
they are" and resist the temptation to t?ry to create on-the-spot new policies 
"as they should be." Also, it is extremely difficult for other board members ^to 
criticize or evaluate administrative work done by a fellow board member. It is 
more important for board mepljers to use their time and energies ir( looking ahead, - 
planning ahead,' and dealing constructively with current policy problems and 
issues. . -. 

How v/hat are these ten tasks? 

This will be very teclinical advice for policy administrators. And rather than 
^take notes--especially if you're board Rienibers--let me invite you to leave one of 
your stickers with me/after we're through/an'd I'll" see that you get a reprint of 
many of the points 1 7m making.-- 

We'll call the first task "the searching and first coding." It is the action 
step the project .xlf rector must take to. achieve the first three objectives we 
listed earlier: finding and coding board polices and administrative rules, and 
separating policies from~ rules. The project director., in this step, should read 
through all documtkits, \yith pencil in hand, ar>d ass'ign a preliminary code to. ' 
each" passage that shells out governi/ig statement^ from the board and central • 
admrh^'Xtration. ATon\i with a code/ he— I'nl going to use the. mascjjl ine^nder , 
in the universaj senseVrom here on in— should inoicate whether the passage is 
the stuff for bt>ard 50I iW or administrat-ive ruling.' ' Or' whether it's^.' ' 

Lercly supplementary infor^iati-on. (Explaiji^loif coding and "-R" and "-^".) 



task ^ has a riame also: We call it : arrpmae.neni: or. sour... uu.u,..,,.., 
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It -is a clerical task for ■ the-project assista(}t. Ihe assistant; in this step, 
Should cut out eaih passage • coded by the di rector; and ^te it onto a separate 
page. The co^e for.each passage should be placed in 'the upper right hand corner • 
of each page, along with the notation as to whether the passage is a rule or 
policy. .Then, all>a-yFs-shouMW:piit-.t'n-order-'.-^ alphabetrOr-number--dependinQ 

on the codification system you use. \' . , - 

- Task technical .editing .nd final coding -- takes place when all documents/, 
have been arranged by the assistant. It is the "action step for^attaining objecti^ 
4 through 6: reconciling contradictory statements.; elimnating^obsolete, trivi 
0^ inadequate policy guides; and Tossing ou* statements that conflict with lo/al , 
state, or federal laws^and regulations. ' In", this step, the' director first/ reviens,^- 
the*-ad Sheets, looking for statements that mi.ht be combined, or further separated, 
or c^:5S<refer^.ced or el imi Bated. because they'are, on second thought^ /either . 
poliViBs nor rules,-nor exhibits appropriate for inclusion in th^ual . Second, 
he re/iews the prelimrary codes' he assigned to passages that, rjmain. Once he's 
satisfied' taat all, docu.^nts are., categorized to ,he best of his- ability, he proceeds 

to edit the sheSts. *- . • ' • . 

His- goal. here is to impose the discipline of one writer tcj raw materials that 

n,a-y have been written by many writers over rr.any years. He wil 
a consistent writing style and pattern of punctuation. And h^ 



establish and ;^l6w 
will qlimin^rxe 

redundancies, cut out verbal fat. .He will make sure meaning always ,X cle^ar. 
■ This is very important: School board policies should be written' for- the audience 
who will readj^ Neither staff ,/ students, parents rTor ot{ier citizens wll\l 
have an eas^Ume plowing throu^fT^rows of fegalese and educational jargon. j 
. I read a paper the other day on the. art ef organizational con^nuni cations, • 
•The author was trying to .ake he point that we too of t^- assign" a moaning to ' 



a mes^Sge and^ assume^ that because w^know what it moans^^so shoulxl 'everyone else. 
Hgj^ave som/ examples theyVe'iiies^acies aWerterans hospiUl received in lettc 
fro\wive/ husbands, mothers an^ -"Tathers of patients. 

for/instance: "Both sides .of my parents are poor and I can't exi^ect nothing 

0 / / * " / • ' 

' froTif "thei^ as my niotber has been in bed for one year with the sanle doctor, and 

>• i X ■ - ' - : 
wai>^t change." 

Or: "I am annoyed to fipd out that yoCi branded nijjf/child as illiterate, it 
is dirty lie as I; married. father a week befpi^-'lie^ borp." 

One mbre-: "Jrlj' acQordeince with your instjKictiDns, I have given- birth to 
tv/ins in thGiehclosed enelope." / 
' ' So '^'uch f or*^ cl a r i ty . 

While the technical editiiigyrs going on, the project assistant should proteed 
with task ^^^\ Setting up th^/central files. You sjiould.havi^ a separate legal - 
size foTder for each codiremployed in yoiir policy classification system. The purpose 
of theseLfiles is twofold: One to hold the/ original copies'of all policies and 
rules, pi us whatever copies of each you^ight want for distribution. And two, to 4 
hold resource m^erials such as sanjple policies from other districts, news Clippings, 
and^similar ."policy background*' information. Even though you won't- have a policy 
in every, c6\de in the' classification system, you'll want to callect reference 
materials- in\ these "vacant" codes so that you'll have plenty of resources: should 
you need to k\^Dw what* the major issues in ^ given^ a^ea* are in a hurry. 

Task #5: \ Typing , Another job fpr the assistant; '•When the technical editing, 
'is complete* thfe assistant will .tyj)e the master sheets or stencils, follov/lng*^ 
-format suitable tor the displa^y Q;f policies, rules and exhibits. Several Copies 
of each master shdiuld be made and arranged into collated 9ets for^a final review* 
by the project. director and superintendent, * - " ^ ^ 
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Task //6 tosses' the project bac4c to the dTrector for what we'll pall the \. 

director's review^ research, and recommendations^ This step calls for a cJt^se 

inspection of the nearly completed project. It will satisfy objectives 7 & 8: 

Identifying hole's in the policy' uianuat and filling thefii. All documents s+iould ' ^ 

be reviewed wfth department heads and other staff members as necessary. Dangerous 
' ' ' 

gaps i«n the manual should be rioted. It is at this point tliat the director will 
wai^t to research what^ind of policy stateii!ei>r the board should hcfve in important 
areas not' covered in the basi-c documeni^lhe researched, At'this stage, the 
.xlirpctor should make full use of th§/resOurces of the EPS Policy Information 
Clearinghouse. SafMple policies/pn virtually ?iny topic are available^ upon request 
to'school districts subscrvl5ing.to this service, Tbpn, the c(1rectoi: shouljd* draft ' 
his proposed revised anfd/or^new policies and--wher6 necessary—the companion rules 



for presentation-Tahrough the -superintendent--to the board, 

T<jsk ^1 the s^uperintendent's review. Once the project director is • 
satisfied^vi th his own work, he' shotfld present a draft of his proposed *'finished"^ 
mamjp^.j:o the superintendent fqr his eareful review and evaluation. The manjual 

steady tolpresent to the board once^ie .superintendery^^s suggestions have b<jen 
incorporated in-to the manual. 

At this point, the board comes back into" the oj^cture. Task presentation 
to the board and bo ard orientati on^ Tb« superinteVkJent wfll present the eomplated 
maRual (Including only the "no-probleni" policies and i\ules) to the bpard;knth 
his recoirjnendation that the mar^,ual'be accepted as\in accurate recor^pof past 
decisions whjc^do not require new approval. The recofiimend^d j>tfJjjc\M^evis-ions 
on -additions drafted by the project director-should 'be pres6n|:ed %V the bqard'.s 
subsequent action. So'me. portion of this presentation snould aim a1( orienting 
-all board members tO the rationale, purposes, and .characteristic^ of the manual 
system bei nig*' employed, * ^ ^ " 
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DisseminatiojT^ 6f the completed policy manual comprises task'#9;- A nj^^chanical 

step, 'but a very important one. The board's policies won't' Fiave muc.h ef/cct if no 

> / 
one knovTS about them. Vfc recommend copies for eacf> board member, key Qfentral 

offj.ce staff, principals, employee association- leaders, scbool libraries^ and 

possibly. the pnes? and community leaders, * ' ' . 

Of course, even after all that worlj., ,you might -have trouble making people 

aware of' board policy. I haven't se^en a policy manijal yet on the bests.ellers 



'list. The problq^i v;as apt 
•long d*go. V/e were sitting 



y depicted by a new.EPS subscriber tn Cincinnati not 
li'sten^'ng to William Safire talk al^the A. A. 5. A.;' 
convention la^t February, ancl he handed hie a note with his. Adaptation of^a 
Id comic stnipj It went like this: 

Page: ^ook S-treJ «The royal, scrjbe has bQund all of yourjxJi'icies in this 
beautiful voluffle. 

^ r , . 

.Kingi You rtinnyl Jt's bbu^V'Dn Ji'll four sidesJ- • - ' 

Vuge:> Strange, Sire. It wa? published a year ago and'there has not b^en.^ 

one cpwpl^lnt yetl , ' , ^ _=.===.i-^==^^ 
\ Le^^s see. We've gqt one more lasifer'' fUT^^'^intenaOce, All will have been 



for'nauqht if someojie'on the'^staff isn't made responsible for keeping the manual **• 
and central files up to date'.* Thatjijei^ (t6tt>ng^- 
and disseminating- new fteieriaTTto- aTl manual holders, and recalling the n\aiiuals ^ 
at least" onec ^^^ar to check them for accuracy* , ^ . ,^ 

.that's a, .p.ol fey -manual' pr-oject. Fut yowr wanua.1 .will never be complete. 
Th6 process Qf*pol1cy development^ goes. 6n, . .and on. . .and. on. . . 

•Artd so apparently do l/^Toegan by sayiacj .I'd give you advice* andf pi . 
end up" by iynoning'some: As every spcech>/ri'ter "knowsv.if you c^in't say, n ih 
20 minutes/ you should go write/a book,. I.'ni goin?) to ignore that; advice foK.one 
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reason/ All that Pve said has a1 reedy been written ddwn in handbooks for boa 
meJT^ber?- and administrators. .The handoo?)ks% the cleari/i^^use l] ve Mentioned, 
the coding system — and niore -- are all part.of the National School Boards 
Association^^ Educational Policies Service.' If you want to kno;#nK)re. about this* 
service,* see me after the rr.eetl^g^at NSBA's booth tcjmo.rrorv, or call me whep* we 
all 'get home. 



